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Note on Procedures and Cycle of Meetings 
of 
Consultative Group and TAC 
The Consultative Group on International Agricultural Research is a new 
kind of instrumentality and it will need time to work out in full a set of 
procedures and practices which will meet the rather complex needs of the 
Group. The purpose of this paper is to present some of the issues which it 
is already clear that the Consultative Group will have to face and to suggest 
certain approaches to them. 
I. Issues 
The following issues are addressed in this Note: 
a) Should the Consultative Group confine itself to considering one 
year's financial requirements for programs which the Group de- 
cides to support (although against the background of rolling 
five-year projections of financial requirements for these pro- 
grams) , or are the members of the Group prepared to indicate 
their intentions with respect to meeting financial requirements 
for at least a two-year period? 
b) The Technical Advisory Committee (TAC) in the Report before the 
present meeting has made recommendations of two kinds. First, 
it has reviewed the programs of the existing centers which are 
being presented for support by members of the Consultative Group 
and, in effect, has endorsed the technical merits of those pro- 
grams. In addition, TAC has begun consideration of longer-term 
research priorities and of how these may affect existing programs 
and new initiatives. TAC's mandate to operate in both these 
dimensions seems apparent in its terms of reference (appended 
to this paper) approved by the Consultative Group in May 1971. 
Nevertheless, the Consultative Group may wish to confirm that 
it desires TAC to continue to play both these roles or, alter- 
natively, to suggest what modifications it wishes TAC to make 
in its approach. 
CL) The TAC Report before this meeting reviews not only the techni- 
cal merits but also the budgets for the programs recommended 
for support. In the case of the existing Centers, these budgets 
had been formulated by the Directors and reviewed and approved 
by the governing boards of the Centers. The TAC accepted these 
budgets largely as presented, and in any case had no facilities 
available to it for an independent appraisal of thenCenter's 
financial requirements. It would be desirable for the Consulta- 
tive Group to decide whether it is satisfied to rely on the 
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budgets prepared by the Centers and approved by the Centers' 
governing boards, or whether it desires that some provision 
be made for an independent review of budgets. If some in- 
dependent review is desired by the Consultative Group, would 
it be satisfactory to have this done by the Secretariat, the 
results of whose investigations would be made available to 
both TAC and the Consultative Group itself? 
The Foundations have for the last two years sponsored an Inter- 
national Centers Week, at which the Directors of the existing 
International Centers and representatives of donor governments 
and organizations gathered to consider both the programs and 
budgets of the Centers. It seems fully agreed by all those 
who have participated that the practice of holding such an 
annual meeting should be continued under the auspices of the 
Consultative Group. The questions for discussion are: (1) 
How should the procedures of an annual Conference of Research 
Centers be tied into the work of TAC and into any budgetary 
review process which the Consultative Group may decide to 
establish? (2) Who should be invited to the Conference? 
e) Taking into account the decisions reached by the Consultative 
Group on the foregoing questions, what should be the schedule 
of meetings for 1972? 
II. Discussion 
Time Span --- 
The experience of the research Centers and of the foundations which so 
far hsve been their chief support makes it clear that continuity of support, 
and the ability to count on long-range financing, are highly important for 
the successful operation of the Centers. 
It would be of great advantage if as many Consultative Group members 
as possible could find some way to indicate at Group meetings the extent of 
the financing they are likely to be in a position to offer not merely in the 
year immediately following but also in the second year following, at least. 
If, in one year, the Consultative Group confirmed its support of the programs 
and budgets for the following year and tentatively approved the plans for the 
year after that, a good deal more firmness could be given to the underpinning 
of each Center's action program. 
Some members of the Group have considerable flexibility in their ability 
to assume long-range commitments; others do not. Nevertheless, it would be 
of assistance to the Centers and to the work of the Consultative Group as a 
whole if, at this meeting, members of the Group could indicate how much 
flexibility they do have in this respect. 
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TAC 
TAC's major contribution to the work of the Consultative Group over the 
years will undoubtedly come in the recommendations which it makes concerning 
new initiatives to fill priority research gaps and concerning long-term 
change:; in emphasis which it believes desirable in continuing programs.l? 
However, as TAC's Report before the present meeting demonstrates, TAC can 
also make an important contribution to the Consultative Group by endorsing 
the technical soundness of the programs of existing institutions for the en- 
suing one or two years. This will obviously not require an in-depth examina- 
tion of those programs each time they are reviewed by TAC; such an in-depth 
examination is likely to be justified only every four or five years or when 
some major change in a program is contemplated or appears to be desirable. 
This second function may not be of special importance for those members 
of the Consultative Group which maintain direct and continuing contact with 
the Centers they help to finance; but it seems probable that for donors not 
directly in touch with existing Centers, an endorsement of ongoing activities 
would be useful as a basis for decisions on financing. If this is the case, 
it is suggested that the Group confirm that it wishes the TAC to continue 
performing both functions. 
In discussing the role of TAC, it is important that the members of the 
Consultative Group be aware of measures which TAC has provisionally adopted 
to assure that the views of the whole research community, especially as 
represented in the Consultative Group, are taken fully into account. It 
is proposing, for one thing, that representatives of all members of the 
Group be permitted to participate in those portions of TAC meetings at which 
research programs proposed for Consultative Group endorsement are presented 
and discussed; at other meetings, and particularly when TAC recommendations 
to the Group are formulated, TAC meets in executive session without observers. 
The Chairman of TAC has indicated that he would value comment from members of 
the Consultative Group on the position so far given to observers from the 
Group. 
In addition, TAC believes that investigations and feasibility studies 
approved by the Consultative Group should normally be carried out not by 
committees of TAC members but by the best experts available in the particu- 
lar field of research concerned. TAC usually would expect to recommend 
that such expert panels be organized by a member of the Consultative Group. 
The use during the past summer of committees of TAC members to study the 
four existing international Centers was a necessary and useful device to 
acquaint the membership of TAC with the present programs and future plans 
of those institutions. TAC does not intend, however, to follow this method of 
inquiry as a normal pattern. 
L/ Recommendations concerning v changes in continuing programs 
8 
would normally be so timed that they could be considered by the governing 
boards of the institutions carrying out~,such programs before they came to 
the Consultative Group. 
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If the Consultative Group wished, the Secretariat would be able to 
designate staff to follow closely the progress of each of the institutes 
and programs endorsed by the Consultative Group for support. In the case 
of the four existing international Centers, for example, each such staff 
member would become fully acquainted both with the Center's program and 
future plans and also the justifications underlying its budgets; for this 
purpose, he might, if invited by the governing board, sit as an observer 
with the program committee and the board of directors of the Center. It 
should be stressed, however, that the function of the staff member would 
not be to participate in Center management or in the formulation of Center 
policies and programs, but, on behalf of the Consultative Group, to make a 
general appraisal of the extent t~~--eost=~-4&e+~esS--~th 
which the Center has carried out its program. --.wT 
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As already noted, 
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if it is the desire of the Consultative Group to -F "-3 
provide for an independent review of budgetary proposals, staff could be 
provided by the Secretariat for this purpose. The results of these staff 
reviews could then be given both to TAC and to the Consultative Group itself. 
On behalf of these additional appraisals, it can be argued that they 
would afford the members of the Consultative Group an extra assurance about 
budget content which would make the case for research grants more persuasive 
to the financial authorities of donor governments and organizations. A cen- 
tral apparatus would diminish the need which otherwise might be felt for 
separate investigations by the constituent members of the Group; and it is 
possible that another round of budget scrutiny might lead to greater cost 
effectiveness in the administration of research activities. 
Conference of Agricultural Research Centers 
The annual Conference of Research Centers, basically, should perform 
two functions: It should provide for an exchange of experience and in- 
formation among personnel of the research Centers, and should provide for 
a similar exchange between the Centers, on the one hand, and the members 
and constituent elements of the Consultative Group (including TAC), on the 
other 
While some adroit scene-shifting might be required, the necessary breadth 
of participation could be arranged through a series of meetings in which var- 
ious groups sometimes would sit jointly for common business and sometimes 
separately to consider their own particular concerns. One possible pattern 
would be for an initial plenary session, lasting perhaps. two days, devoted 
to the presentation of programs and budgets by the Centers to all partici- 
pants. TAC could then meet as such on succeeding days to formulate re- 
commendations for the Consultative Group; at the same time, Center personnel 
could be meeting among themselves and with donor representatives. A brief 
plenary meeting on the fifth day of the Conference to hear summary oral re- 
ports (especially by the Chairman of TAC) might conclude the Conference. 
The Bank would be prepared to host these annual Conferences at its head- 
quarters. 
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More than one year's experience will doubtless be necessary to work 
out a completely satisfactory format for the Conference. It seems quite 
likely, however, that this will be the one occasion on which it will be 
practical to bring all the Center Directors together; and it is essential, 
therefore, that the Directors have ample opportunity during the Conference 
week to meet with one another, with the agencies backstopping them on ad- 
ministrative matters, and with other donors. In view of the importance 
of the occasion, the Chairmen of Center boards of trustees should probably 
be invited to attend. 
Meetings in 1972 -- 
In considering how its meetings should be scheduled in 1972, the Con- 
sultative Group must have due regard for the timing of TAC meetings, and 
in this matter there is a constraint. Because of other commitments of the 
Chairman (of a kind that will not rise again in 1973), the options for the 
timing of TAC meetings are quite limited. The members of TAC have already 
agreed to meet in mid-April 1972. The possibilities for a second meeting 
(which would take place as part of the Conference of Research Centers) are 
confined to the week beginning July 3, the week beginning July 31, or early 
October. Only the two earlier dates would permit the preparation of TAC's 
Report to the Consultative Group to be completed in good time. It would 
be desirable for the Group to decide now which of the two earlier dates 
is preferred. 
With respect to the Consultative Group itself, it seems desirable that 
the Group meet to consider 1973 financial requirements during the second 
half of October or early November. This would enable members of the Group 
to make their financial decisions known in time for the research institutes 
and programs endorsed by the Consultative Group to make the necessary ad- 
ministrative arrangements for 1973. Whether the Group should hold an addi- 
tional meeting in 1972, perhaps in June, to consider recommendations made 
by the TAC at its April meeting and any matters remaining over from the 
present meeting can probably best be decided in the light of the situation 
as it appears at the conclusion of the current meeting. 
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From "Objectives, Composition and Organizational Structure" 
TAC will, acting either upon reference from the Consultative Group 
or on its own initiative: 
f(i) 
(ii) 
(iii) 
(iv> 
(VI 
advise the Consultative Group on the main gaps and 
priorities in agricultural research related to the 
problems of the developing countries, both in the 
technical and socio-economic fields, based on a 
continuing review of existing national, regional 
and international research activities; 
recommend to the Consultative Group feasibility 
studies designed to explore in depth how best to 
organize and conduct agricultural research on 
priority problems, particularly those calling 
for international or regional effort; 
examine the results of these or other feasibility 
studies and present its views and recommendations 
for action for the guidance of the Consultative 
Group; 
advise the Consultative Group on the effectiveness 
of specific existing international research programs; 
and 
in other ways encourage the creation of an inter- 
national network of research institutions and the 
effective interchange of information among them. 
These terms of reference may be amended from time to time by the Consultative 
Group. 
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